Healthcare is a complex area with significant potential for service improvement despite the effects of increasing economic and social pressures on the quality and safety of patient care. As the largest group of healthcare professionals in direct contact with patients, nurses are well positioned to contribute to improvements in healthcare services and to the development of new policies. To influence healthcare improvements and policies effectively, nurses require leadership skills. Historically, it was thought that only nurses in management roles required leadership skills; however, the ability to influence change is a requirement at all levels of clinical practice. Transformational leadership competencies provide nurses with the skills to contribute to improvements in the quality and safety of patient care, while enhancing their career satisfaction. This article examines how nurses can apply transformational leadership to their practice. It also informs nurses how to conduct an initial self-assessment of their leadership skills and to formulate a transformational leadership development plan.
Aims and intended learning outcomes
This article aims to explain the concept of transformational leadership and outline why it is important for nurses to develop effective leadership skills that they can use in their practice. After reading this article and completing the time out activities you should be able to: » Identify the essential principles of transformational leadership. » Apply the principles of transformational leadership to the nursing role. » Assess your own transformational leadership skills. » Formulate a personalised plan for developing your transformational leadership skills.
Relevance to The Code
Nurses are encouraged to apply the four themes of 
Introduction
Leadership is important in the workplace. In healthcare services, leadership can influence patient outcomes through improved staff engagement, teamwork, communication and organisational culture (Wong et al 2013 , Enwereuzor et al 2016 . The behaviours and attributes that contribute to effective leadership, such as emotional intelligence, communication and collaboration, can exert a significant influence over individuals, motivating them to achieve levels of performance previously considered unattainable (Brady Germain and Cummings 2010) .
Leadership skills are integral to the nursing profession, and nurses comprise the largest proportion of healthcare staff (Institute of Medicine 2009 , Buchan et al 2015 . Specifically, the development of nurses' transformational leadership skills is vital if the potential of the nursing profession to improve patient safety and influence improvements in healthcare services is to be realised.
Historically, it was reasoned that leadership knowledge, skills and attributes were important to individuals in formal management positions only (Barker 1991 
Transformational leadership
The concept of 'transforming leadership' was introduced by Burns (1978) , who suggested that leaders who demonstrate certain characteristics and behaviours can promote positive change among their colleagues. Bass and Avolio (2002) expanded on the work of Burns (1978) , using the term 'transformational leadership'. Transformational leadership has been defined as: 'an integrative style of leadership as well as a set of competencies. The transformational leadership style is identified by an enthusiastic, emotionally mature, visionary and courageous lifelong learner who inspires and motivates by empowering and developing followers. Competencies essential to the transformational leader include emotional intelligence, communication, collaboration, coaching, and mentoring' (Fischer 2016) .
Transformational leadership aims to improve an organisation by engaging and empowering its staff, and is based on the theory that leaders cannot achieve their goals without the assistance of their colleagues. The transformational leader will aim to support the development of their colleagues by capitalising on their KEY POINT Transformational leadership aims to improve an organisation by engaging and empowering its staff, and is based on the theory that leaders cannot achieve their goals without the assistance of their colleagues potential to improve the organisation's outcomes (Kouzes and Posner 2007) . In contrast, other leadership styles, such as laissez-faire and transactional leadership, employ characteristics and behaviours that are not considered as effective as those used in transformational leadership (Burns 1978) . For example, the laissez-faire leader is passive and employs a 'hands-off' style. While this can initially be regarded as empowering for staff, particularly when challenges develop, those working under a laissez-faire leader might be left to solve issues without guidance or support.
Transactional leadership involves the use of 'contingent reward' (Bass and Avolio 2002) , in which the contract between an employee and employer depends on the performance of certain tasks in exchange for a reward, such as wages. Leaders who only intervene periodically in the functioning of an organisation are using the management-by-exception leadership style, a subset of transactional leadership. Staff members whose leaders employ laissez-faire and management-by-exception styles may remain uncertain if their supervisor will be actively engaged in the organisation's processes or take a more supervisory approach. Often these leaders only engage with their colleagues following an error, thereby fostering a culture of fear rather than one of security among staff.
TIME OUT 1
Reflect on whether any of your colleagues display any of the characteristics of transactional, laissez-faire or transformational leadership. Which of their leadership behaviours do you appreciate or are effective, and which are not as effective?
Full range of leadership model Bass and Avolio (2002) Figure 1 shows Bass and Avolio's (2002) full range of leadership model and the effectiveness of the various elements and styles of leadership.
Idealised influence
Idealised influence concerns the leader acting as a role model for behaviour in the organisation. Nurses should serve as a role model for others, and have the potential for significant influence in healthcare services. There are opportunities for them to positively affect colleagues, patients and the organisational culture, for example by advocating for patients whose human rights are being compromised perhaps by being coerced into accepting a treatment they do not want. Often, it is this advocacy role that has attracted individuals to the nursing profession. However, contrary to the concept of idealised influence (Rooddehghan et al 2015) , nurses' initial positivity can be suppressed as they attempt to adapt to a traditionally hierarchical healthcare system. For nurses, the ability to remain positive and establish a foundation of trust with colleagues is necessary to achieve transformational outcomes.
TIME OUT 2
Reflect on your professional behaviour and the language you use with patients and colleagues. Does your attitude and the way you speak project positivity and optimism or negativity and pessimism? Ask yourself whether your behaviour has a positive or negative effect on your colleagues.
Inspirational motivation
Inspirational motivation concerns the leader articulating a vision for the future of the organisation, including improvements that could be made. For instance, the nurse who can visualise an improved healthcare service and can clearly communicate this vision to their colleagues, can be a significant influence for change. Similarly, nurses should support the ideas of colleagues, because innovations that can improve a healthcare organisation often originate from the staff themselves. Accountability is also crucial to transformational leadership; nurses who take responsibility for their
KEY POINT
The nurse who can visualise an improved healthcare service and can clearly communicate this vision to their colleagues, can be a significant influence for change
For related CPD articles visit evidenceandpractice.nursingstandard.com volume 31 number 51 / 16 August 2017 / 57 practice and have an emotional investment in patient care can inspire and motivate others to achieve positive outcomes (Shaffer et al 2011) .
Intellectual stimulation
In intellectual stimulation, the leader challenges those around them to think innovatively and creatively. Nurses have an important role in ensuring healthcare settings develop an organisational culture that encourages staff to question why patient care is delivered in a certain way. Intellectual stimulation may encourage individuals who can have a significant influence on patient safety, including nurses, to voice their opinions and challenge the status quo, which is paramount to achieve improvements in patient care.
Individualised consideration
Individualised consideration concerns the leader demonstrating genuine concern for the needs and feelings of others. Many people in formal leadership or management positions may think that they guide the norms and behaviours of a group; however, it is often an informal leader who expresses concern for others, establishes the culture and specifies what is considered acceptable practice. For example, it is often an informal leader that staff look to for explanations of any changes announced by formal leaders or managers. Nurses who demonstrate individualised consideration can empower their colleagues and encourage them to contribute to the organisational culture in positive ways. T r a n s f o r m a t io n a l T r a n s a c t io n a l 
TIME OUT 3
In an attempt to empower themselves, some people may take credit for others' work or belittle their colleagues rather than support them. Reflect on whether this occurs in your workplace. Consider how you empower yourself and your colleagues. What knowledge or skills do you Emotional intelligence is a skill that can be developed by transformational leaders and can enhance professional relationships. Emotional intelligence can also improve nurses' clinical assessment skills by enhancing their situational awareness (Renaud et al 2012), which enables them to identify patients' feelings and respond in a sensitive manner (Goleman 1995) .
Applying transformational leadership to nursing practice
One straightforward method that nurses can employ as part of implementing transformational leadership is to eliminate the words 'I', 'me' and 'my' from their interactions with patients and colleagues, unless they are admitting accountability for a mistake. For example, when a nurse says 'my patient needs a medication review', it gives the impression that any decisions about the patient's care belong to that nurse alone, rather than also being the responsibility of the patient and the multidisciplinary team.
Nurses should also take every opportunity to admit to and apologise for mistakes. This demonstrates to colleagues that it is acceptable to be professionally vulnerable and establishes a sense of psychological safety in the multidisciplinary team (Edmondson 1999) . It is also important for the nurse to regularly credit colleagues for their accomplishments. Integrity is an important tenet of transformational leadership and can be promoted by the nurse adhering to any promises made to colleagues and patients, for example making sure to check on a patient every hour if this was the agreement made with them. Transformational leadership also requires the nurse to abide by their principles even when this involves personal risk; for example, supporting a colleague who is being negatively discussed by other staff. This type of behaviour is important to the individual's integrity and to that of the healthcare organisation.
Sharing knowledge is also an important factor in transformational leadership. Nurses should disseminate their skills and mentor their colleagues where appropriate, which will benefit the multidisciplinary team and patients by improving the overall competencies of staff.
Nurses can complete a transformational leadership questionnaire, such as that in Table 2 , to identify their strengths and areas for development and use this information to formulate a personalised leadership development plan, such as that in Table 3 .
TIME OUT 4
Complete the questionnaire shown in Table 2 . After reflecting on your answers, identify an area of leadership you would like to develop, then answer the following questions to begin formulating a personalised leadership development plan: » How will you implement any changes in behaviour?
KEY POINT
Emotional intelligence is a skill that can be developed by transformational leaders and can enhance professional relationships.
Emotional intelligence can also improve nurses' clinical assessment skills by enhancing their situational awareness (Renaud et al 2012), which enables them to identify patients' feelings and respond in a sensitive manner (Goleman 1995) evidence & practice / CPD / professional development » How will you know if and when the changes have been successful? » When will you practise the changes? » How will you remind yourself to practise the change?
» How will you re-evaluate whether the area of leadership you have set out to develop has improved?
TIME OUT 5
Complete the leadership development plan outlined in 
Sustainability
Nursing can be an emotionally demanding profession, and can predispose nurses to emotional exhaustion and burnout (Kelly et al 2015) . One third of nurses meet the criteria for burnout, which can result from continuous and repeated exposure to stressors such as patient suffering and can result in low concentration, loss of hope, exhaustion, irritability, absence of energy and emotional breakdown (Sacco et al 2015) . While transformational leadership skills can reduce the risk of experiencing emotional exhaustion by increasing job satisfaction and promoting individual empowerment (Spano-Szekely et al 2016), it is important for nurses to develop a range of skills, such as self-care and increased resilience, to enable them to manage stressful situations and protect themselves against burnout. There are several self-help programmes available online that aim to reduce stress and anxiety, and nurses can perform many of the techniques involved individually, such as heart rate variability monitoring. Researching stress-reducing techniques and practising them regularly is an important aspect of nurses' leadership development. Only by practising self-care and developing their resilience can nurses become transformative leaders and optimise their influence on colleagues, patients and the healthcare environment.
In addition to developing the resilience that will enable them to sustain their own health and to practise effectively, nurses Do I find ways to respectfully address others when a task is not going to plan or corrections need to be made? Do I have a regular method of self-care that I prioritise and consistently adhere to? Do I recognise and take action to prevent burnout when I witness 'overcare' or excessive concern about patients or colleagues?
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Conclusion
Nurses can have a pivotal role in influencing healthcare organisations and patient outcomes, and they have the potential to contribute to policy developments that can transform healthcare services. To realise this potential, it is essential for all nurses to develop transformational leadership skills. The benefits of using these leadership skills can extend beyond patients and local healthcare systems to positively influence the nursing profession itself. Nurses can also experience improved career satisfaction by developing transformational leadership skills.
TIME OUT 6
Nurses are encouraged to apply the four themes of The Code (NMC 2015) to their professional practice. Consider how the principles of transformational leadership relate to The Code.
TIME OUT 7
Now that you have completed the article you might like to write a reflective account as part of your revalidation. 
Transformational leadership
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